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OVERVIEW AND RECOMMENDATIONS 
FOR 
A CENTRALIZED COMPUTER FACILITY 


May 1967 


INTRODUCTION 


The City of Davenport, Scott County, and the Davenport Public 
Schools, have recognized a growth in administrative functions and in 
the volume of activity within these functions. Further, management in 
these agencies is aware of a growing need for the information required 
to assure the proper and effective expenditure of public funds. 


As is frequently true, however, sound concepts, techniques, and 
controls have been impeded by the magnitude of administrative, techni- 
cal and clerical effort required. The possibility of extending the 
application of high speed data processing equipment to the high volume, 
repetitive procedures in each agency has been under consideration for 
some time. This is a report on a preliminary feasibility study of such 
an application. 


The study reviews the major applications of each agency to assure 
that in each case the recommendation to up-grade a system will result 
in either lowered cost or better service, or both, to each of the 
agencies. In addition, each application was reviewed in terms of its 
inter-agency relationships for possible system conflict and, conversely, 
for relationships which would facilitate the joint use of computer 
facilities. The final objectives of this preliminary study are the 
long range possibilities, which must be considered in assessing the 
benefits and impact of an automation program to each of the interested 
agencies. 


GENERAL CONCLUSIONS 


The considerable administrative clerical workload in each of the participating 
agencies and the inability to reduce this workload without reducing services is grad- 
ually reaching the point where more efficient methods will have to be used. In addi- 
tion to the reduction of clerical work by manual methods is the opportunity to use 
many of the sophisticated techniques which have been widely adopted by successful 
management groups in government and private industry. 


The possibilities for overall improvement through the use of a computer installa- 
tion in these agencies would probably be a major benefit of every application turned 
over to computer processing. 


The question of processing the separate data of each agency in a single service 
bureau type facility is not one which can be easily resolved by simply observing that 
it is economically feasible. In our opinion there is never any question of the cen- 
tralized concept of computer usage in a governmental environment which is geographi- 
cally small enough to limit problems of data communications. 


The City and County administrative data processing applications are suitable to 
the use of EDP equipment for improved efficiency. Some of the basic planning re- 
quirements for success of any system are: an understanding of the objectives, de- 
tailed systems design, written procedures for the user groups and strong management 
support. Proper attention to system design is vital to proper equipment selection, 
will save money over the life of the system, and provide satisfactory results for 
each of the users at the least possible cost. 


Organization of a central EDP facility will have to be negotiated and agreements 
reached between the participants before any long range programs can be started. 


Financial support on some equitable basis is another important consideration which 
must be resolved at an early date to avoid any confusion over responsibility after the 
program is started. 


SPECIAL CONSIDERATIONS - DAVENPORT PUBLIC SCHOOLS 


The important considerations observed are somewhat unique due to the existence of 
an area wide computer installation which is supported in part by an operational grant 
under Public Law 89-10, Title III. This installation of equipment and staff is dedi- 
cated to the development of generalized programs for use by all local school districts 
in the area served. Davenport Public Schools are presently participating with approxi- 
mately 60 other school districts of the three county area in the automated system 
developed for pupil accounting procedures. Davenport schools are eligible to partici- 
pate in any new system developed to improve efficiency in the area schools served. 


The opportunity for the Davenport Public Schools to participate fully with the 
Area IX group is attractive from a cost standpoint; however, it does contain possible 
restrictions which could be vital to a continuing program. First, the federal grant 
money which is being spent on development costs will, under the present arrangement, 
be terminated in approximately two years. At that time the appropriation for data 
processing will have to come directly from local tax revenues. If the programs pro- 
posed for development using federal funds are not completed when the funds are used a 
serious question will arise concerning the likelihood of continuing the program. A 
review of the proposal made by Scott County Superintendent of Schools to the federal 
government for the grant specifically states "that neither the county school systems 
nor the local school districts can afford the developmental costs of a new or 
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innovative program." Assuming for the moment that the program continues to be sup- 
ported after the federal funds are expended, the second point must be considered. 

The programs developed by this group are, as a policy, generalized routines which 
process like data for each district in the same manner. This means that the indi- 
vidual district will have to develop procedures which conform to the input restric- 
tions of the data processing procedures and programs before using the system. A 
third consideration is the priority of program development. At the present time 

the project is concentrating on systems which will assist any participating district. 
No action is planned for the applications which would improve the operation of the 
several larger districts served. Under these circumstances the Davenport Public 
Schools will have to absorb the cost of development of any program they require which 
is not broad enough to be required by all districts. Inventory and procurement is 
one of these applications. 


DAVENPORT PUBLIC SCHOOLS 
Recommendation for participation in Area IX computer at Alpine Center Building. 


Carefully examine the cost of proceeding with this group as compared to the cost 
of participating in a joint venture with the City of Davenport and Scott County. [It 
is possible that the distribution of costs to your district after the federal grant 
is terminated will be unfavorable. The ultimate cost to your district without federal 
subsidy is the amount which will have to be determined. 


If a determination is made to proceed with the City and County rather than the 
Aipine Center group it would be best to participate from the inception of the program 
rather than attempt to join at a later date. 
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DATA PROCESSING EQUIPMENT 


It is our opinion that the use of modern electronic data processing equipment 
would have an immediate positive effect on the operation of each of the three agen- 
cies studied. The following applications were observed to have peak load or con- 
tinuing high clerical costs which could be reduced to a level which would offset the 
continuing costs of operating 4a data processing facility: 


Payroll (city, county, schools) 

Budget and appropriation accounting (city, county, schools) 
Real and Personal Property Tax billing (city, county) 
Accounts Payable (city, county, schools) 

Sewer Rental billing (city) 

Inventory Management (city, county, schools) 

Motor Vehicle registration (county) 

Pupil Accounting (schools) 

Traffic Ticket accounting (city - parking violations) 
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Each of these applications will have to be designed in general terms so that more 
specific assessment of potential costs and benefits can be analyzed in relation to 
alternative solutions to the opportunities and problems. The use of system analysis 
techniques as a search for alternative solutions is very important if processing costs 
are to be kept to a minimum. The alternative to this type of systems approach usually 
involves continuing the same procedures by the same people using a computer as a high 
speed typewriter and significantly increasing rather than decreasing costs. 


COSTS 


It is impossible to project cost figures with any accuracy until the required 
general systems work is complete and agreement is reached on offsetting cost reduc- 
tions. Possible areas of reduction include lower staff requirements at the clerical 
level, both temporary and full time permanent positions, elimination of the continual 
investment in key driven equipment in all three agencies. Indirect costs should be 
substantially reduced through better staff utilization, lower inventory investment 
coupled with improved work schedules due to the availability of materials when needed 
by the operating departments, and shorter project schedules. These intangible costs 
should not be used as a basis for cost justification of a new system, however they 
will be a factor in any ongoing EDP operation and should develop as experience is 
gained with the system. 
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ADDITIONAL ACTION NEEDED 


1. An agreement by the interested agencies to proceed with the systems study, 
general design of computer oriented systems, cost estimates of implementa- 
tion, and an investment recovery analysis. 


2. An agreement between the participating agencies to support the development 
of a central data processing center and the necessary funds made available 
to begin implementation of the system design phase. 


3. Establishment of an advisory committee representing management of each 
agency and with the power to make system decisions. 


4. Develop target dates and define priorities and objectives of each selected 
application. 


5. Define internal participation by selected employees and department supervisors. 


6. Determine the type and extent of outside services. 
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PAYROLL 
SCOTT COUNTY 


The payroll procedure for Scott County employees is presently designed to produce 
approximately 900 payroll checks per month as follows: 


375-400 employees paid on the 15th and last day 
of the month and 50 employees paid on the 5th 
and 20th of the month for work done through the 
lst and 15th of the month. 


Responsibility for the payroll is assigned to a deputy auditor under general 
supervision of the county auditor. A deputy auditor is assisted by a clerk full time 
and a bookkeeping machine operator who prepares the checks as required. Reconcilia- 
tion of payroll checks is also accomplished by the deputy auditor. 


The payroll input data prepared at the department level consists of a preprinted 
form containing employee name, time worked in days, hours, or parts of a month as 
applicable, and total earnings in dollars by employee. The total earnings column is 
totaled and the total entered on the form. 


Columns are provided on the form for Social Security, IPERS, income tax, state 
tax, Blue Cross, and net earnings. These individual deductions are filled in by the 
deputy auditor after the payroll form arrives in the auditor's office. Meal and lodg- 
ing deductions are taken from the gross earnings of the employees at the County 
institutions. The county auditor reviews the accuracy of the total earnings column 
by multiplying the hours worked by each employee by the hourly rate or by a visual 
check for the salaried employees. 


Approximately 2 days are required to prepare the payroll input for the bookkeep- 
ing machines and an additional 2 days to complete the checks and payroll journal on 
the currently installed NCR Bookkeeping equipment. 


Reports produced in addition to payroll checks and journals each pay period in- 
clude quarterly social security reports, withholding tax, state retirement reports, 
quarterly earnings statements, employee payroll ledger sheets, balance by fund each 
pay period, distribution by department monthly and annually. 


The monthly reports are required for the review by the state examiner and 
periodic audit as required. 


CITY OF DAVENPORT 


The decentralized payroll procedure for the City of Davenport is currently ac- 
complished in several locations. Two separate procedures are simultaneously produc- 
ing checks and earnings records within the City Clerk's office. 


General government employees except for police, fire, and Public Works employees 
have their pay checks made on a Friden computyper which was originally installed to 
strengthen the City tax billing procedure. Approximately 180 pay checks are produced 
twice a month on this equipment. The time required to produce these checks is approxi-~ 
mately two days per month on the Friden equipment. 


Police and fire pay checks are produced on an NCR Bookkeeping Machine also lo- 
cated in the City Clerk's office by an employee assigned to this equipment. Several 


=5= 


‘ 
Baye SVvy OLR {AJPH 
[ ( 
¢ . ody > fo 
ays 3B Ls f oc 
fa mi i art 
\ i I i cia iw 
Oo flFc 4 wis 
‘ . Pe 4 
‘ 
i 
i rq , 4 ” 
i s A 
b a ~ 
4 i? BS Vo. o 
i j ~~ ee . ” 
4 ‘ 
{ = S “? 
; ; ; ; i , , Bites 
: cr? nee ‘ 
uf MO Sh LIOD - 4 BRA LO 
nee oi * . se a P 4 o 
ry my He eiotns faesos 
= 
2 
» \ rs “ 
: O's - DOJ DIVO LG 
DA / * . 
| Ss ete n 
btv _ enoleriao ten Sas .esord 
- P t  £ A} oe 
: ko 
Lt. rites oor £ ay OF roi ts 


S pang : “ pai 
rd ' crt aed ' Bort Piet a0’ % rte | ney" oswtad ete. 


j : eT. | .T, wes? writ bese er bediien ees 
bd uf J 4 UOUsB DB ewe L.¥ oo TOV LIS ESM Sr") 


x i edd yd esyolgme dose yd Bpatow atwod ef edt 


rr a yr ais 
| } GY 36 fei I bari ca #vah 
%, ~ toe 
" 5 aa "a te 
7 od (oan i BOn 


efeorot, bua edoedoa I VAI OF ix b+ Phd ot Beoubong. : 
tiet ofete . xe? ar loaiicivw .eitocet vii yysse tatoos af 
t 

. t LbOry { inners sata apa 
Yiieutnse bos yids Joon haget PAu a ‘Poe dice 


Brivis wt of = a ¥ 


ia 


THOT VAG 


xoqenvant 40 xt r9 oa > 
‘ app 


hundred checks are produced twice each month. The deduction and net pay amounts are 
precalculated and posted at the department level, then forwarded to the city clerk's 
office for check writing and journal preparation on the NCR equipment. 


The Public Works employees' payroll is accomplished by the Northwest Bank data 
processing section under an agreement which includes the continuing deposit of 
$100,000 at this bank. No direct charge is made by the Northwest Bank for this 
service, however no interest is paid to the City of Davenport on the deposit account. 
Interest on $100,000 at a conservative 4% is $4,000.00 per year. This amount should 
be considered as the minimum data processing cost of the preparation of the Public 
Works payroll, not including clerical costs incurred within the department. 


DAVENPORT PUBLIC SCHOOLS 


The entire payroll for the Davenport Schools is processed centrally on NCR book- 
keeping machines under the direction of the Controller. The payroll is broken down 
into 3 groups: Certified employees numbering approximately 1,200 who are paid once 
@ month. Except for 50-75 checks the amount paid remains the same each month and 
calculation problems are limited considering the volume of checks produced. Approxi- 
mately 80 clerical employees are paid on the lst and 16th of each month. Normally 
one day is required to prepare these checks. Three hundred fifty custodial and 
cafeteria employees are paid bi-weekly. 


Monthly and quarterly reports associated with payroll are completed on the 
existing NCR equipment using records generated by the centralized payroll department. 
A group consisting of four full-time and one half-time employees produce the entire 
payroll for the district. In addition this group is responsible under the direction 
of the controller for the preparation of the budget reports (appropriation accounting), 
and accounts payable. 


SUMMARY - PAYROLL 


The City and County payroll procedures are nearly identical even though the County 
produces all of its payroll checks at the same location and much of the City pay check 
production is decentralized. Davenport Public Schools has a larger volume of checks 
to write but this task is greatly simplified by the normally static teacher (certified) 
payroll which represents nearly 65% of the total checks written. The volume of payroll 
checks and associated records and reports is sufficient in each of the three agencies 
to require a considerable amount of clerical effort and expense to effect completion. 
This expense is measurable in the school payroll section but is not measurable in 
either the City or County due to the part-time clerical effort expended at the depart- 
ment level to keep records and calculate amounts. The decentralized approach to pay- 
roll in the City and County will require either open or surreptitious records at the 
department level which duplicate the payroll records of the group responsible for 
producing the checks. The departments can probably justify the extra expense involved 
in duplicate records by citing a lack of information feedback from the bookkeeping 
machine operations. 


CONCLUSIONS 


The payroll in the City and County appears to have been developed by tradition 
and individual negotiations within the respective City and County agencies over a 
great number of years and to some extent this may have been necessary in instances 
where no appointed professional accounting staff or finance control officer existed. 
The net result of the development of the payroll application in these agencies is the 
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ability to pay the employees on time and keep minimum records of employee and corpo- 
rate payrolls at a relatively high clerical cost. In addition only a limited amount 
of meaningful information can be brought together to provide guidance for the re- 
sponsible committees and corporate management. 


Davenport schools have had the benefit of centralized accounting under the direc- 
tion and supervision of a Controller and have probably kept the clerical costs 
associated with payroll to a minimum by consolidating all payrolls on an NCR Bookkeep- 
ing Machine and standardizing procedures used to accomplish payroll production. Limi- 
tations of key driven bookkeeping machines have and will continue to prevent more 
sophisticated management reporting system from developing, therefore reducing the 
effectiveness of management control. 


RECOMMENDATIONS = PAYROLL 


Assuming the basic recommendations of centralization of responsibility and data 
processing potential are accepted and exploited, this application should be converted 
to electronic data processing equipment techniques at a considerable savings in cost 
in the City and County and a moderate savings for the Davenport Public Schools. The 
development of the payroll system should take advantage of high speed electronic data 
processing equipment with emphasis on the broader relationships of management planning, 
budgeting, and management control. While it is entirely possible that the internal 
policies of each agency may require minor differences in processing and reporting both 
the City and County payrolls would benefit by having the systems analysis effort ac- 
complished by the same person to take advantage of developing knowledge on the part 
of the person who is responsible for the payroll system. 


It is recommended that Davenport Public Schools thoroughly investigate the ap- 
plicability of the generalized data processing payroll system presently under devel- 
opment by the Area IX data processing facility before committing their payroll ap- 
plications to this group on a long range basis. 
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BUDGET AND APPROPRIATION _ ACCOUNTING 


SCOTT COUNTY 


Budget and appropriation accounting as accomplished by Scott County is under the 
control of the County Auditor Department and is basically a record-keeping process 
for the various departmental appropriations within the County responsibility. 


The procedure is simple and straightforward from the standpoint of the process- 
ing required and consists of creating a ledger card file of each appropriated fund 
by department at the beginning of the budget year and once each month posting and 
deducting disbursements from the opening balance in the first month and from the 
previous month ending balance in each of the remaining eleven months of the budget 
year. Expenditures are posted each month on the NCR bookkeeping machine and the 
ledger card balances are used to create monthly summary reports for publication and 
review by the interested committees and members of the County Board of Supervisors. 


The practice of encumbering the appropriation balance on a continuing basis dur- 
ing the budget period is not accomplished by the auditor under the present system. 
The maintenance of the outstanding purchase order amounts and unencumbered appropria- 
tion is handled informally at the department level. 


CITY OF DAVENPORT 


The responsibility for budget and appropriation accounting is presently assigned 
to the City Clerk and is processed on NCR bookkeeping equipment. 


The procedures and results obtained by the City parallel the Scott County opera- 
tion so closely that the Scott County comments are applicable to the City of Daven- 
port. 


DAVENPORT PUBLIC SCHOOLS 


The budget and appropriation accounting procedure for Davenport Public Schools 
is similar to the City of Davenport and Scott County except for a continuing proce-- 
dure which calls for posting the accounts payable accounts to the appropriation 
ledger card so that a nearly current unexpended balance is available to management. 


SUMMARY - BUDGET AND APPROPRIATION ACCOUNTING 


The application of the budget accounting and control as currently practiced serves 
the basic purpose of providing an audit trail of the expenditure of funds during the 
budget year and helps to establish the legality of expenditures. In addition it pro- 
vides the basis for monthly expenditure summaries for management review. 


RECOMMENDATION 


It is recommended that each of the three agencies involved consider the use of 
electronic data processing equipment to process the administrative, operational, and 
management requirements of this application. The short range benefits of using high 
speed equipment to provide continuing control of day to day expenditures, periodic 
management control, and a general strengthening of associated procedures plus long 
term benefits which could reduce the overall cost of both government and school ad- 
ministrative costs make this application particularly suited to advanced equipment 
techniques. 
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REAL AND PERSONAL PROPERTY TAX BILLING 


SCOTT COUNTY 


Real and personal property tax records for all parcels of land in the County ex- 
cept those within the corporate limits of the City of Davenport are the responsibility 
of the County Assessor. Approximately 35,000 parcels of land are under the jurisdic- 
tion of this office. 


The current system for producing tax bills involves the use of Addressograph- 
Multigraph plates and equipment to print the name, address, and legal description of 
the real property being taxed on the assessor's rolls, tax book, and tax bills. The 
remainder of the bill, assessor's roll form, and tax book is completed by hand or 
typewritten. Calculation of the county tax is accomplished by the County Auditor's 
office and responsibility for mailing, collection, receipting, apportioning, prepara- 
tion of 2,500 delinquent tax notices, and lists of delinquent taxpayers for news- 
paper publication is the responsibility of the County Treasurer. 


The physical problem of correctly completing the tax bill and their attendant 
rolis and forms within the time frame allowed is tremendous at every step and re- 
quires additional temporary employees to be hired to compensate for a clerical over- 
load which extends from one end of the processing cycle to the other. Part of the 
overload problem is the result of the large number of steps required to complete the 
forms and a requirement that the form be handled by a different person or group for 
each of these steps and the remainder is the necessity to use slow manual methods to 
complete these steps. This is a high volume application with very highly structured 
time limits on each step of the procedure. Particularly difficult is the updating 
of personal property assessments which change for most taxpayers each year. 


CITY OF DAVENPORT 


The property records of the City of Davenport are, by statute, under the control 
and responsibility of the City Assessor's Department, a completely separate entity 
from the County Assessor. The procedures used to appraise and assess property are 
undoubtedly different from the techniques used by the County. Assessments developed 
by the City Assessor are used by the County to levy taxes for County services sup- 
plied to City residents so that duplicate property records for City parcels are not 
required by the County Assessor. Approximately 36,000 parcels of land are in the 
corporate limits of the City of Davenport, slightly more than 50% of all parcels 
within the County. 


The problem of producing tax bills, rolls, and records on a timely basis are the 
same for the City as they are for the County and require considerable extra clerical 
support over a period of four or five months. 


Responsibility for producing the tax bill and assessment roll is assigned to the 
City Clerk's office. A combination of Addressograph-Multigraph, Friden Flexowriter, 
Friden Computyper, typewriter, and manual methods are involved in the p ocedure. 


The addition of the Friden equipment several years ago was based on a desire to 
speed up the process of calculation of the millage rates on each tax bill and pro- 
vide faster input through the use of punched paper tape records. One of the problems 
associated with paper tape in this instance is the personal property portion of the 
taxpayer record which changes for the vast majority of taxpayers each year and 
necessitates the correction of the taxpayer's punched tape record, a time-consuming 
process. 
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The Friden equipment was and is at the limit of its productive capacity the day 
it was installed. Again this is due to the necessary time parameters of any tax 
billing system. On the other hand during the major portion of the year the equipment 
is idle except for a small payroll application. This is not entirely unreasonable 
because any other application could not be processed during the four month tax bill- 
ing season. Key driven equipment does not as a general premise respond to highly 
varying workloads or changes in scheduling of different applications. This type of 
equipment is usually most satisfactory when processing a single application - with a 
fairly constant daily workload throughout the entire year. 


The City tax billing procedure parallels the County Treasurer's responsibility 
and is under the control of the City Treasurer. 


DAVENPORT PUBLIC SCHOOLS 


This application is not a part of the responsibility of this agency. 
SUMMARY 


The City and County property record and tax billing systems are nearly identical 
both in the procedure and responsibility for the various requirements of this pro- 
cedure with the exception of the activities of the Friden equipment used by the City 
Clerk. Nothing unusual or difficult involving the processing requirements was ob- 
served which would hamper the development of a combined record-keeping system for 
both agencies using high speed equipment. The difference noted in the tax billing 
schedules is easily handied using electronic data processing equipment. 


CONCLUSION 


The use of high speed electronic data processing equipment would materially 
affect the present system and should produce considerably direct savings in cost of 
operation for nearly every department involved in the tax billing procedure. Obvious 
savings would be in the reduction of full-time clerical staff requirements, especially 
in the County Treasurer's office and elimination of supplemental personnel during peak 
load periods in several other offices. Procedures which presently consume weeks to 
complete could be accomplished in a matter of hours, at the same time guaranteeing 
better control and accuracy of the basic records. 


RECOMMENDATION 


This application, properly developed, could produce considerable direct savings 
and more than any other application reviewed offers the long term potential gains 
which would be received when both agencies are capable of keeping assessments realis- 
tically current and at the correct ratio for all classifications of property. It is 
therefore recommended that the necessary system be developed to make use of elec- 
tronic data processing equipment for property tax records and billing. 
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ACCOUNTS PAYABLE 
SCOTT COUNTY 


The procedure used to process accounts payable warrants involves only the pay- 
ment for goods and services received at the department level. No encumbrance pro- 
cedures are used to provide control of purchases as they relate to the budget; 
therefore, control over what is purchased with the appropriated funds and how much 
is paid for a given purchase is determined at the departmental level. 


After shipment of goods is effected, the vendor submits an invoice or monthly 
statement to the County Auditor. Attached to the invoice or statement the vendor 
must also submit an itemized statement on a County claim form. This claim form 
must be signed and notarized or the invoice will be returned to the vendor unpaid. 


The clerk assigned to accounts payable in the County Auditor's office, rubber 
stamps a vote tally impression on the claim form. Further processing involves 
checking accuracy of invoice extensions, preparation of list for approval by the 
County Commissioners, approval or disapproval by the Board of Supervisors, prepara- 
tion of warrants (1,000 per month prepared on the lst, 10th, and 20th), posting of 
warrant number and claim number to the claim form, signing of the warrants, mailing 
the warrants to the vendor. 


Reconciliation of cancelled warrants is accomplished by the Deputy Auditor in 
charge of accounts payable. 


CITY OF DAVENPORT 


The procedure used to process accounts payable for the City of Davenport is 
essentially the same as that used by the County and the same comments apply. 


DAVENPORT PUBLIC SCHOOLS 


The accounts payable procedure used by Davenport Public Schools differs somewhat 
from Scott County and the City of Davenport. The school procedure requires a more or 
less continual bookkeeping machine posting of disbursements to the appropriation 
ledger by purchase order amount giving a more current central balance of the unexpended 
balance of each appropriation. No encumbrance procedures are used to keep a record of 
outstanding purchase order amounts. 


In addition a ledger card record of the purchases from each vendor is kept, again 
using the NCR bookkeeping machines. 


Using these ledger cards periodic reports are developed to provide summary infor- 
mation for management. 


SUMMARY = ACCOUNTS PAYABLE 


The accounts payable systems presently used by each of the three agencies are 
very similar. The City and County systems appear to have been developed by the same 
person. The practices involved are standard for accounts payable with the exception 
of the use of a notarized vendor claim form by the City and County. This policy may 
have its origin in the statutes. 


The volume of activity for the County and the City amounts to over 1,000 war- 


rants per month which is more than suitable for profitable processing on high speed 
equipment. 
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CONCLUSION - ACCOUNTS PAYABLE 


Fach of the three agencies should be able to develop a system for getting the 


bills paid which is more efficient in terms of cost per warrant than the present 
manual system. 


In addition, a more sophisticated approach to purchasing, inventory control, 
and periodic management reports will be possible only if the new techniques of elec- 
tronic data processing are used for control of accounts payable. 


RECOMMENDATION - ACCOUNTS PAYABLE 


Develop a system which will provide input to financial control and inventory 


control, in addition to paying invoices owing on a schedule which permits maximum 
discounts to be taken. 
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SEWER RENTAL BILLING 


CITY OF DAVENPORT 


Sewer rental billing is the responsibility of the City Treasurer's office. The 
billing procedure requires the constant services of one employee who reports to the 
Deputy City Treasurer. 


Billing of sewer rental charges is accomplished in one of two ways; either on 
the property tax bill as a special assessment in the case of residential properties 
housing less than 5 families or on a separate monthly or quarterly statement sent 
directly to the property owner or person responsible for payment. 


The procedure for calculation of the rental charge for commercial accounts is 
simple and consists only of arriving at an amount which is 40% of the amount billed 
for water service by the local water company. The private water company serving the 
area submits a list periodically containing the name, account number, present and 
previous water meter readings, and dates, consumption, and meter size. This list is 
the basis for the commercial billing amount only. The residential accounts are billed 
a flat charge based on the number of dwelling units in the building. This flat charge 
is added to the tax bill by the City Clerk. The commercial accounts produce approxi- 
mately 2,500 separate bills in staggered groups which are convenient to process 
monthly. The billing process for the commercial bills involves the use of Addresso- 
graph-Multigraph equipment to enter the name and address on the bill for commercial 
bills, billing amounts as determined by visual scrutiny of a 40% chart and typed on 
the bill. The bill is mailed and payment is received either by mail or at a payment 
window in the Treasurer's office. 


A separate card file prepared on the Addressograph equipment of the name and 
address of each commercial account is kept by the employee responsible for this 
application. In the event of non-payment of sewer rental charges a series of 3 forms 
notifies the delinquent account of the past due amount and ultimately levies this 
amount against the property if efforts to collect produce no results. 


A copy of the Tax Book is kept and maintained by this office to record changes in 
ownership and improvements as reported by the City Assessor's Department. This book 
is used to determine residential sewer billing charges. 


In addition cross reference files by name and street address are required to lo- 
cate the correct account numbers for inquiry purposes. These files are also used 
‘by local abstractors engaged in property title search. 


SUMMARY = SEWER RENTAL BILLING 


The present method of billing the sewer rental charges both commercial and resi- 
dential appears to proceed in an orderly manner throughout the year. The known peak 
periods prior to tax billing dates are adequately staffed and do not delay the tax 
billing schedule. Problems encountered are generally resolved at the clerical level 
by development of sub-procedures to accommodate the situation. 


CONCLUSION - SEWER RENTAL BILLING 


The clerical effort required per account is high if consideration is given to 
several identifiable considerations. First, the vast majority (over 90%) of the 
sewer billing charges are based on a flat charge which almost never changes unless 
there is a general change in the rate structure, therefore the only changes required 
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are property ownership record changes as supplied by the City Assessor's Department. 
Second, cross reference files are required because the account numbers used for sewer 
billing records are the same number used by the water company to produce and identify 
water bills and do not identify a bill with a parcel of land. The lack of a City 
percel numbering system prevents the coordinated use of the same records for more 
than one purpose. 


RECOMMENDATION - SEWER RENTAL BILLING 


Examine carefully the possibility of consolidation of the sewer rental billing 
procedure with the tax billing procedure to eliminate duplicate records and handling 
costs. This concept will allow one set of property records to be used for sewer 
rental billing with no intermediate record keeping problems. Commercial billing and 
accounts receivable processing could also use these records to produce periodic bills 
at an absolute minimum cost and upgrade the effectiveness of a collection procedure 
for the delinquent accounts. In order to implement this recommendation it is manda- 
tory that computer type equipment be used. 


DAVENPORT PUBLIC LIBRARY 


Under the direction of Mr. Oswald Joerg, Director of Libraries, a circulation 
control system utilizing IBM punched card equipment is in operation. 


The IBM equipment consists of a Model 402 accounting machine, a Model 082 card 
sorter, a Model 085 card collator, and a Model 024 card punch. The total machine 
rental costs to the City are slightly less than $6,000 per year. Additional costs 
include tabulating paper supplies, ribbons, and card stock. Two employees are regu- 
larly employed to perform the simple machine tasks required to identify and type 
notices to borrowers of overdue books. Machine usage as a percentage of time avail- 
able is probably not high due to a relatively large amount of required clerical 
effort on the part of the two employees. 


Several other employees have been given training at IBM's customer education 
schools to provide backup skills for vacation and sick leave coverage. In addition, 
one employee has received the training program related to control panel wiring for 
the accounting machine and collator equipment. The two control panels used for the 
accounting machine equipment are simple listing type panels which are never modified. 


Future plans for this installation involve the development and maintenance of 
several large catalog files using IBM punched cards rather than the standard 3x5 
typewritten catalog card. The first of these projects involves the creation of a 
subject interest file of the combined titles in the Bettendorf, Moline, Rock Island, 
and Davenport libraries. The resultant catalogs could in theory be used to direct 
library users to whichever library of the four mentioned stocked the title they were 
interested in, assuming for the moment all libraries do not stock the same titles 
and that some libraries would place greater emphasis on selected subject areas. 


A second and more ambitious project involves the development of a catalog in 
cooperation with 15 surrounding County library systems. Each of these systems is 
apparently responsible for specialization in certain subject interest areas. The 
participating libraries would submit lists of the specialized titles which they stock 
to the Davenport City Library. The library staff would key punch and presumably 
sight verify the results of the keypunching since no key verifier is presently in- 
stalled. In order to be most effective the list will be cross referenced by title, 
subject, and author which will require a significant effort to be expended to 
properly code each entry. The cost of the labor, machines, and supplies to produce 
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this catalog of approximately 50,000 titles would be borne by the City of Davenport. 
The finished catalog would be sold to the participants at a planned cost of $5.00 
each. According to Mr. Joerg this price is sufficient to offset the investment in 
preparation but would not make any money for the City, 


SUMMARY - LIBRARY 

The book circulation control application presently being processed by the library 
on IBM equipment is probably a good application from the standpoint of cost when com- 
pared to an alternative manual system. 


The Director of Libraries obviously has a great deal of interest in the develop- 
ment of the use of data processing for library applications in Davenport. The present 
development of the system reflects both his interest and participation. 


CONCLUSION = DAVENPORT PUBLIC LIBRARY 


This application produces enough volume to justify the use of high speed equip- 
ment for processing, circulation control and associated procedures. It does not, 
however, contribute to over-all management of the library as effectively as it could 
if the applications were part of a centralized processing complex which could 
schedule the book circulation control and other library applications which have low 
schedule priority to use the data processing equipment and staff when it might other- 
wise be idle. This would eliminate the present cost of equipment and staff from the 
library and place the application under the control of a supervised production environ- 
ment which could further the gains in efficiency. 


RECOMMENDATION - LIBRARY 


It is recommended that use of present equipment be continued until the imple- 
mentation of a centralized data processing facility is a reality. The library 
applications should then be converted to the new equipment using a system developed 
to take advantage of this equipment and the existing equipment returned to IBM on 
30-day notice of cancellation. 
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MOTOR VEHICLE REGISTRATION 
SCOTT COUNTY 
SUMMARY 


The application undoubtedly possesses the volume of activity necessary to justify 
the use of a computer for administrative processing. We did not, however, review in 
detail the procedures involved to administer the program due to the limited time avail- 
able. This application would probably require rather extensive investigation and co- 
ordination with the State of Iowa before implementation could begin unless other County 
agencies in the State of Iowa have already obtained clearance to implement a standard- 
ized procedure from the State. 


RECOMMENDATION 

Consideration should be given to this application for future expansion of EDP 
payoff but for the immediate future it would be best not to consider this application 
a part of the first phase of implementation due to the problems inherent in coordina- 
tion with other Counties and the State of Iowa. 

INVENTORY OF CAPITAL ASSETS 

SCOTT COUNTY 
SUMMARY 

This application requires cataloging of each piece of capitalized equipment and 
property, the creation of a file in processable forms, and a program to make use of 
reports produced. Normally this application does not produce a payoff in concrete 


terms because the gain is not sufficient to an untaxed governmental agency to motivate 
development of a program and interest stalls after the creation of the property file. 


CITY OF DAVENPORT 

Comments applicable to Scott County above also apply to the City of Davenport. 
DAVENPORT PUBLIC SCHOOLS 

It is required that Davenport complete an inventory of capital assets by 1970. 
Therefore, a provision will have to be made to execute this requirement at or prior 
to that date. It does not appear that a sufficient volume of equipment or change 
activity exists to consider the use of automated equipment to accomplish this task. 


SUMMARY - CAPITAL ASSETS 


The requirements of fixed assets inventory and control do not appear to justify 
the use of automated procedures for any of the three agencies in question. 


RECOMMENDATION = CAPITAL ASSETS 


It is recommended that this application be eliminated from consideration until 
a genuine need develops for continual information on this type of property. In the 
case of the Davenport public schools a manual system should be sufficient to satisfy 
current demands. 
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INVENTORY MANAGEMENT (STORES ) 


SCOTT COUNTY 


At present each department is responsible for the maintenance of their own stores 
inventory and the attendant purchasing, stock level, and usage control. This requires 
& separate inventory record to be kept for each item in each department and obviously 
limits the price advantages which might be gained by group purchase of like items. 

The questions of adequate control of on hand quantities, stock out conditions and 
physical control of the stock is very difficult to assess under these circumstances. 
Other governmental agencies operating on a similar decentralized record basis for in- 
ventory control have found that data processing techniques quickly identify the impor- 
tant, if startling, areas where control is limited to the use of a manual system. 

The manual procedures frequently do not identify the 50% to 60% of items in stock 
which fail to move over a one year period or longer or the problems associated with 
work stoppage due to stockouts. This type of information, properly coordinated, can 
produce significant gains in every operating department in the County agency. 


CITY OF DAVENPORT 


The situation involving inventory control for the City of Davenport is nearly 
identical and the same comments apply. 


DAVENPORT PUBLIC SCHOOLS 


This agency controls the procurement, warehousing and issuance of stock items by 
central purchasing and a central warehouse located in the basement of a junior high 
school. Compared to both the City and County the investment in inventory is small 
and the number of items stocked is fairly low. 


A major requirement of the stocking practice in the schools is the annual pro- 
curement and distributing of classroom supplies to nearly 1,200 teachers. The 
requisitions for these supplies arrive at the administrative building at the same 
time each year and require the continued action of several employees to sort and 
isolate each item before a required quantity is reached. In addition each item must 
be checked against the manual inventory records to determine the net order quantity. 
Further processing involves preparation of purchase orders, payment of bills and 
later in the summer, distribution to the various schools in the district. 


In some ways the requirements of this application closely parallel the taxbilling 
procedures found in both the City and County and are subject to the same schedule 
pressures. 


SUMMARY = STORES INVENTORY CONTROL 


Each of the three agencies has a significant investment in inventory which in 
the case of the City and County is subject to a loss of value through over-buying, 
obsolescence, and unaccountable loss. Davenport public schools has concentrated on 
centralized stock control and therefore is less likely to encounter the above losses. 
The schools are, however, faced with rather high clerical costs associated with pro- 
curement of classroom supplies and as this work load increases the cost will continue 
to climb or service to the classroom teacher will suffer or possibly both may occur. 
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CONCLUSION - STORES INVENTORY 


The interests of inventory investment, efficient work crew scheduling and ser- 
vice to the community in the case of both Scott County and the City of Davenport 
could benefit through the use of centralized inventory record-keeping and strong 
management oriented control reports. 


Davenport public schools could simplify the procedure required to procure class~- 
room supplies by using a relatively simple data processing procedure. The system 
would have to be designed by the school district to fit their specific needs and 


could be processed on either the Area IX Schools Information Center equipment or 
other local equipment. 


RECOMMENDATION = INVENTORY MANAGEMENT 


Each of the three agencies should consider this application to be one of primary 
importance to effective management practice and as an application ideally suited to 
high speed computer equipment. 


The requirements for the schools are such that this agency should develop an in- 
dependent inventory system emphasizing simplification of procurement rather than 
warehousing and distribution procedures. 


The City and County inventory management systems should be designed to fit the 


requirements of better service to the user and realistic stock levels by giving equal 
attention to control throughout the entire inventory cycle. 
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PUPIL ACCOUNTING 


DAVENPORT PUBLIC SCHOOLS 


SUMMARY 


The pupil accounting function is presently processed by the Area IX Schools In- 
formation Center utilizing an IBM 1401 tape, disk computer system in what appears 
to be a competently staffed, well organized installation. 


CONCLUSION - PUPIL ACCOUNTING 

Other than continuing review of the computer output little participation by the 
schools should be required for satisfactory results. No criticism of the data 
processing activity by the users was noted during the observation period and it can 
probably be assumed that in this application the Area IX facility is producing 
satisfactory results to the Davenport schools. 
RECOMMENDATION = PUPIL ACCOUNTING 


No recommendation. 
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TRAFFIC TICKET ACCOUNTING 


CITY OF DAVENPORT 


SUMMARY 


This application is presently organized on a completely manual basis which repre- 
sents a considerable amount of clerical effort when measured on a per ticket basis. 
The minimum revenue received from a traffic ticket is $0.50 and it is not unlikely 
that between the cost of form completion, collection, and clerical accountability the 
expense to the City could amount to more than the revenue on many tickets each day. 


Procedures for automated traffic ticket processing are relatively simple, fast, 
and easy to control. In addition no burden is placed on the officer who must complete 
the violator's ticket. 


CONCLUSION = TRAFFIC TICKET ACCOUNTING 

The procedures required to service the vast majority of violators who pay their 
tickets within the prescribed time are simple and should not cost any more if pro- 
cessed on high speed equipment than the present manual system. The delinquent traffic 
tickets which presently require several notices are the most costly to process and 
produce the least net revenue. Simple, by-product procedures will facilitate the 
effective collection of fines in the courtroom. 
RECOMMENDATION 


This application should be considered as a good choice for automated processing. 
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